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Subjects Material fron oPd 


The attached papers list lines of inquiry and topics of possible 
historical interest in the devaloment of the Office of Policy Coorling- 
idon. 2% iw suggestive rather then definitive. There ia no intention to 
declere that any of che individual items included are agpropriate material 
for the historical sassegaimt of the Agency. For general guidance, it nay 
be said that the end rroduct cf the historical sudit as now envisioned is 
definitely not a operations! history. Operational material will be 
appropriate only ineofer as such material has broad significance, is 
particularly typical, or nas eapecial impact from the stendpeirt of 
lessons learned from experienee, What is sought is a documented account 
of the evolution of the acency and its major canponm@t parts, wfficientiy 
concrete and sufficiently deteiled to furnish the present or my future 
director of the Agency end his immediate staff ascistants both e canpre+ 
hensive end detailed aceaunt cf what the Agency has becane amd implications 
and suggestiong as to what it next needs to becanc. While the historical 
assesment will be of the highest classification, it still remeins thet 
infomation pertaining to continuing operations which could compromise md 
endanger personnel or projects should be excluded from ach assesqent. 
Therefore thie list is yrepared for the informal guidance of the appropriate 
official or officials of OPC, as a series of concrete examples cf what, 
viewed fron cutside chat offiee, appears of possible historical significance 
and interest. Only Sroa within that Office can the propriety ad appro- 
pristeness of particiler meterisl be determined, Conversely, wile the 
exclusion of suggested tesies for reasons of operational sensitivity ia 
properly within the wurview of OPC itedif, the inclusion of other topics 
not here suggested is equally dependent upon the Imoviledge md viewpoint 
of persons within that Office. In borderline cases, it is suggested that 
naterial be furnished te the Bistorical Section subject to review and 
final determination as te ite use, after it has been processed. With 
reapect to such matecviel es ie formished,4t ie suggested that a combina- 
tion of three lines of procedure, in varying proportions, may prove most 
effective: 1, special preparation of material by OPC for the Bietoricsl 
Seetiong 2. selection of appropriate file material by CPC for exasinatdion 
by the Historleal Sectiens 3. interview of appropriate personnel of OFC 
by the Historical Secticn. 
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RESPONSIBILITIES BETWEEN ECHELONS 


Starting with the pravige that the OPC mission succeeds or falis by 
actions in the field, 44 cm be argued that ali echelons of the head- 
quartere egbeblishnent beve the single purpose of providing guidance, 
neans md services in support of the field echelana, 


Guidance is proverly concerned with plume, policies end doctring, 
starting at the NSC ad PSB levels in the broadest and most generalised 
tems, and descerdin in increasing perticolerisation te the Division 
and Country Branch level. Ideally no echelon or steff providing guidance 
should render af hoo decision on specific and conerete operations. Theo~ 
retically, referral of sny concrete problem upward in the chain of eommand 
is prima facie evidence of failure in foresight in the mission of estab- 
ishing policy and doctrine. Practically, in m organisation eo newborn 
end devoid of moestral heritage as CIA, compilation of an adequate body 
of doctrine can hardly te achieved for several years to come, Feanwhile, 
in this vacuum of dootrine, referral of specific problema all the way up 
te the DCT level will be inevitable. Sound development within the agency 
requires that such referrele be recognized as red alerts iliuminating some 
area of inadequacy of dectrine. An ad hoc decision ney be re= 
quired, but it will not contribute to the develoment and maturing of the 
Agency. Unless the specific declaion is accompanied by, or until it is 
followed by, « decision in principle so foxmilsted gs to stand os a manual 
reference covering similar problems for the future, the determining eche- 
lon stands self-confessed of incompetence, Put in other tems, improvi- 
sation showld be the extlusive prerogative of the field echelons, the 
fronteline troops; fire ordsrs upon targets of opportunity cannct be 
iesued from commend posts end higher headquarters. Conversely, cata- 
logues of appropriate tergets of opportunity are quite properly issued from 
higher headquarters. 


Means for the fielé indludes above all elses adequate, qualified, 
competent and effective personnel, The selection ad assignment of per~ 
sonnel is a proper function of higher cammand through the successive 
stages of recruitmert, oeseement, training amd assignment to the Meld. 
Thereafter, in an erganisetion in which the outpost must be as aitonmous 
es CIA recuires in o field station, higher command ¢an do little more than 
nainteain continuing necrurement of accomplisiment ag accurately as possible 
and remove personnel for reassigment or discharge immediately the situation 
warrants. 


Services to the firld, including the sum of all logistical od tech 
rice. support, should be ghered at all times to supplying what is asked | 
for, rather than in shipping ites fron predetermined md theoretical TE 25X11 
tables. Here again the duelian of doctrinal principle and operational 
practice is pertinert. The doctrinal aspect covers the davelommé of - 0 
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equigment, the ticipation of needs, and the establiaiment of TE‘s. 
The operational aspect baging with and includes specific shipping 
liste. 


The tem “higher healqguarters" as used shove is equally applicable 
te the erea division Jevd. fran the viewpoint of the field station, the 
office level. from the division viewpoint, and the deputy director and 
higher levels from ay lover viewpoints 


Agoinet thie entire attitude of enphesizing the primacy of the field 
station ig the recurramt viewpoint, sometimes with excellent cause, of 
irritetion toward “these _ freeuheclers in the field.* How 
ever the eventual solution vo difficulties arising fron noneconformity 
in the field lies not in further headquarters review prior te action in 
the field, but rather te filling im of the eateblished doctrinal bible 
with principles te which field practice nay be required to conform, Older 
offices of CIA report slew gut evertual progress in egtablishing effective 
headquarters cortrol of the fields gich control is nost readily established 
when directives ond instractions from headquarters are feresighted, mature 
and worthy of respect. There will always be certain individuals who cen 
never be br@ught to operete as menbers of a team, and the situation in OPC 
faces a probable casylicetion in the fact that many of the qualities of 
character Volueble in itn field activities are associated with the char 
acteristics of the non-confornist, the ‘tone wolf and the slippery operator. 


‘The situation et the time of the creation of OPC wan particularly 
unfavorable to the growth of sound sdministrative and organisational 
patterns. There wes a Qnost total lack of pre-pl amning balenced against 
a sense of extreme urgency. The criterion of “eumendsble objective and 
urgency” was, under the siveunstences quite properly, sed as substitute 
for Longerenge plens. There wat a conmenteble and galvanic feeling that 
actions in the first yeer of the Office might be decisive in turning the 
future course of world bistery. There was 2 flux and interchange in duties 
and aress of activity. the job of patterning future courses wat each day 
‘Less urgent then same energent operational consideration ariaing thet day. 


tion to cerry out long renge plans, tine and attention was early md cone 
timungly devoted to plans for the futures Yet even shen progress in 
thig direction was mede, the conflict of juriadiction, with State, the 

CS wd CIA ali having their private interpretetion of the degree to which 
they controlled OPC, ervated new hasards, road blocks and threats Of Ute 
doing work that had bean done. 


CUBSTIONS: 
1, With respect to aach of the following echelons or orgmisations, 
ae Hes a Lag in formulation of policies, principles and 
doctrine ocourred to the detriment of the maturing of 
OFC? 
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b. Have af og decisions been eiployed as 4 substitute 
for coreaighted direction? 


Cc. What milestones mark definite steps forware in the 
appropriate appertierment and execution of temrrork 
through the chain of comand? 


de ‘whet pags weelmesses in understanding and execution of 
anch echgionts mission with respect to higher and lower 
echelons ati] existed by 32 December 19517 


Echelong and ergmizationss State Depertment, rolicy 
Planaing Steffy JCS, JEPD; NSC (Hagritude isme already 
available in sufficient detail); PS; DCIy DCT; DOP; 
ADSO3; ADSO staff ssctions inecfar as they have exer 
cised deefecto suthority over Divisionsy FW Division 
jinsefar ag it has exerciaed de-facto authority over 
geograplde divisionsy the Gedgraphic Divisions. 


2. Evolution of the relationship with nd service received fran, 
up to Zi December 1951, end atatenent of my continuing wealmenses a8 
of tha deteg Fersonsel Cffice in nettere of recruitmanty Cffice of 
Training end predecessor components; I&50 particularly with respect to 
the epproach to operetioral md covert clearances ag a weighing of the 
operatjond] purpose egairet the secarity factors developed te obtain a 
caloulation of risk es di.stinpuished from a rigid measurement of the 
security factors developed and s decision rendered in a vacuum without 
consideration of the operetional purpose and possible benefite; Contact 
Division in matters cf operational support from U.S. private enterprise. 
(HSC No, 10/2 end the Wimmer tiano of Interpretation of 12 august 19L8, 
set up a barrier between GPC wd service components of CIA. The Smith 
repudiation of that remo, transmitted orally on 11 October 1950 broke 
through that barrier, llwever, there was sane gradual develorment of 
relationships betweer opc and the rest of CIA, dictated by necessity, 
between thoge dates.) 


25X1 


Approved For Release 2005/01/10 : CIA-RDP84-00499R000500110011-8 


25X1 


Approved ForRelease 2005/01/10 : CIA-RDP84-00499R000500110011-8 


= SECRET 


RESPONSIBILITY To HIGHER AUTHORTEY f 25X1 


Evolution and fina] situation on furnishing of policy guidance to 
OPC. In maintaining cortinmous reviaion of the Policy Book, what are 
the mechanics of transirting guidemce frem the Policy Planning Staff 
of State, the JSPD and the PSB inte the elucidation of doctrine? Are 
the respective spheres of mithority of these three bodies se procisely 
delineated that there i6 ne overlap or occasion for conflict between 
their formulations? If not, how are mich conflicts resolved? Who ia 
the ultimate authority mong them? Has the PSB in my respect supplanted 
Statets PFS or the JSPD in the guidance role? Or de the State and De~ 
fenge members of the PSh teke responsibility for pre-coordinating with 
other liaison to OPC in their respective departments? A critic of the 
PSB haa stated thet that body had the choice of isaing directives and 
having them clrewaventeé or issuing guidance ond having 1+ ignored, and 
the latter alternative hed been chose. This would of course apply 
rather to the Director md subordinate personnel sethe» than to the Board 
itself. Comment on the effectiveness of the intereazency coordination 
resulting from the sctions of various wrking groups convened by the 
PSB. In the origins] arrengements, major projects had to be referred 
back to State's PPS for approval. Hes this precedure altered aince the 
mergente of the PSE? Catalogue of actual achievent and develoment 
of working relationships under the PSB. Part IT, Section VI, B, 6, 
a of the 10 Getober 1951 revision of the Strategic Plon states that the 
Pyhiv will provide dirertion, guidance and means te the area divisions 
om economic, political, prepagamia and scientific matters, and that Soviet 
personne] will be encouraged to desert ami seek haven and will be pre# 
vided with interim sanctuary end prepared for empleymert. To west extent 
does the PYDi~ serve as the channel from the PSB te the operating echelons? 
Does any obfuscation result from the apparent blending of ataff and operating 
functiona in the iv? s the PyDiv serve as the planning agency for 
such projecta avy further details om arrengaients and af- 
fectiveness of the coorcinated attack on paychological warfare matters 
both at the inter~ end intra-ngency levels. Yor a considerable period 
of time the sent of top policy guidance on econonic warfare rveintned une 
defined. Amex C, Section TTY, 4y of the Strategic Plen states that the 
PSB ig resporsible for poliey guidance for covert econanic operations. 
Does this provide such definition, md if so, does the PSB in tern derive 
ita guidance from the NEC, as in Msc No. 10L/27 If not, where? cf 
Galea aaterest in eit shops corstaacettaeas te forse od rank 
in which guidance, flowing down from the top, reaches the operating level. 
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